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JCarba Baena High School in San. Jose (Calif or niaj 'has- 
impleaented a school*based, interagency team approach for delivery oft 
a variety of social services to students^ their familias, and 
eoaaunity aember^^ in the early 19.70s the schodl secured a grant p 
hired a ^'crisis couff^alorp" and set up a 2a-hour hotline staffed by 
professioaala f.nd volunteers. An extensLve counseling pr3gram^ was 
also developed at the time* Subsequent to the grant period, the 
school has continued to provide a number of social services under 
local funding* (Author); 
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Verba Butna High School In San Jose, California has implamentad a school-basaff, inter- 
agency ttam approich for dellyary of a varjety of social servieas to s|udentiV t^^^^r 
families and c&mmunity ^mtmbers. In the early I970's the school secured a granj/ hired 
'^crisis counselor", and set up a 24-hour hotUn,e staffed by professional's and volun-' 
irs.,^ An extensive counseling program wai also developed at the time. Subsequent 40 
thje grant period, Xhm school has continued td provide a number of spciahservices' under 
locar fuhding . ' , V \ . * 
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The Problem 



The Solution 
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Ou^ nation's schools are an Integral part of 
the communities they serve. They mirror 
both the \f health and environment of the 
community to a certain extent. ^ Traditionr 
ally, the^ school has bjeen viewed as an Iso- 
lated unit, apart from the larger commu-j 
nity. Clearly that concept is dated. The 
primary job of the schools is to educate, 
Vet the problems of the community and of 
the students may overwhelm and interfert 
with that process. The problems that stu 
dents bring •with them to school must pa 
dealt with and recognized, before educatidj^n 
can begin. 



jn the' 60's and 70's Y^rba Buena; High^ 
School in San Jose, California was facej 
with increasing violence, vandalism, an 
juvenile delinquency l The neighborhrod 
surrounding Verba Buena High School Con- 
tained approximately 85^000 people- of the 
school's l,850_ students, 50% were chlcanos, 
28% were white, and I5| were black. Thirty 
percent of the families were on welfare, As 
school and com/nunity officials noted, the 
area "had its shar?e of crime and violence"^^ 
and verba Buena High School wasvthe cen- 
tral point in the neighborhood. . 



^in I972f Verba Bue^a High School Initiated 
a school-based. Interagency team approach 
for social service' delivery with thi aim of;^ 
lessening youth problems in.schooL Th^; 
plan brought services for the students, 
their families, and the community into the 

.school. A crisis counselor was 'hired, a 
24*hQur, hotline was ^et ,up, and 'acflvities 
of school officials^ social agencies, and. 
police department, and other officials we're 
joined together to create a comprehensive 
program of counseling^ and aid for thosi in 
need. > ■ -^^ ^ 

Beginnings of tjie Plan , " ; . ^ 

In the early I960*s, the East Side Unio'n 
High School Distriet' in .San Jose, California/ 
established programs designed to examihe. 
youth problems, ^ It soon became apparent 
that . the external ^ manifestation of youth 
problems^-everythlng from truancy and 
drug abuse to violences-were linked directly, 
to problems in the community. 

In the late I960's, the school district insti- 
tuted two programs linking the school and^ 
community^ the Office of the Home=School 
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Liaiian ind an Educational Park Study 
The Offici ©f the Home-School Liaisoh w^as. 
comprised of rtpresantatives, from the 
neighborhood who were hired to improvt 
and maintala home-ichool relations. Teach- 
ers and counsejors weri^ also encouraged to 
make as many contacts with the home as 
possible. The Educational Park Study com-^ 
^ prised of students^ clt^ and rnn^ty lead- 
ers, parents^ and teachers, met to develop 
preventive strategies for meeting ^future 
educational needs. One strategy suggested 
by the parent's committee was . to bring 
together agencits in a cooperative effort to 
provide services to the schooK 

In 1972, a master plan was developed by 
parents^ students, teachers, and agency 
professionals to build linkages and create^ 
an alliance between the school and commu-^ 
nity. The philosophy of the plan centered 
.on eight .premises : 

The neighborhood is the smallest 
unit Mn terms of measuring need, 
■ delivering senvices and evaluating 
^ ]' r&utts. ^ 

2. When servicps at the neighbor- 
hood level are increased and 
Tmproved, .the school in that 
T neighborhood will benefit = 

^ 3. Thit^ school 'is an established insti- 
tution within^ the neighbor'hoQd 

' \ it^ls accessitle to .^people* Both 
students and parents accept it, 
and sometimes'^fxpect more ser</- 
' Ices than ft tan deliver. 

4.. Since |he school is expected, by 
its community, to deliver more than 
' . simple academic c'ie^yices, \t must ' 
; s " ^ be supported" fa'^ a^ staff, of pro- 
. f^ssiorfals who ripresent key ' 
'community sarvici' agenetes/> / 

5, -.. The schobi ^must not jeoparrti^a its 
' ' V primary function^*^ducati6n ^ That 

' function - must not be diWtigd by : 

di>/er^ion of , educatipnal/ (staff; 
'./athir Jt must be protietttd by 
. \ the ^presence of a support jstaff;.: 

6, The ^'schdol" possesses a^ pfofes- 
sionaL staff that works with, thi 

• adofesq^nt on a daily^^asls,^ Its^, 
' counselprs, ^adminj&trators/': ^d 
„^ : - 'home/sqftool' liaison consult*hts ' 
^ ^ can ba a rich source of informa- ' 
tjon for the community profes^s 
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sional/ Shared information should 
result in increasingly effective' 
''and efflcjint ^action on the part of 
the co^imunity service agencies. 

The school has. the potentials to. 
unite the' community ' by - br^inglng 
together professionals from'iyarP"' 
ous fields, ^"-'^^'^ ' ...^..^^ 

The school possesses both -^^facil- 
ities and skilled persbnnel for 
carrying out follow-up programs 
Once 'an irr^ediate - , crisis is 
resolvedf . ' * * 



Verba Bt^na kigh School thufe ^ became _j 
center rfjr ^ delivtery of various 'social^ sef^^ 
ices and other se^ffces In the community. 
■ An agency support system and an inter- 
agency team comprise the backbone of£vthe 
plan, ^ school counselor, referred t^'as 
'the crisis counselor, coordmates aj.1 serv- 
ices . " 

Agency Support System 

Community agencies were contacted to syp- 
■ply a number ofi services^' rangingWrom^ spe- 
cial tutoring to the supply of foo^ and 
clothing, Twenty agencies jorn^ed to sup- 
port thi project, Jnd were available as 
needed , , 

The Interagency Team^ Concept 

The interag^cy team was formed of repre- 
sentatives from the major community agen* 
cies and brganieations and included a social 
' worker, a probation officer, a parent^ 
teaching- training speciajist, a psychlitrisi 
from the Stanford yniversity -Medical Cen- 
ter, .and two home^school liaison corisul-/ 
' tants^ The team concept provided a meeh- 
.-'anism fo^ a restructuring of delivery of 
. servicis.' The school became the cenxer for 
service dflivery and a unifying factor in 
Vt^e comifiunity ' The advantages of "telim" 
d&ljvery of service wire |Tiany: vital Infor^i 
'.mat^o^ about a student an^ famtly co^ld be{ 
communicated easily, services were 
dated and easy fo^, clients to reach 
there was no duplication of services. 

The foilowing are programs , in ' t 
Buena Plan developedyfl^rlng the fi' 
years: / 

L "E^rly ^mentification" P^gram , 
' \.. ^ ^ ^^'-rt P^ofl^sm" "reaches, out^ and 
worlcs wjth^ crisis-prone students 
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at the Sth, 7th, and 8th grade 
Itvars giving them - special atten- 
tionJ Those iuffering from lea rn- 
disabiiitjes are bussed 'to 
Verba Buena daily for a two hour 
session in Intensive reading and 
math. Each youngster is also 
assigned a hi^h school student 
who acts as his speclar tut0r. 
When tha grade school student 
has reached a normal reading and 
math ^ level , he/she is phased out 
of the program. ^ = 

2. Special Educational Prescriptions . 
Special/ courses and tutorials are 
prescribed for the student in 
crisis, A student can be placed 
In an opportunity class led by 

-one teachir. Arn individual cur^ 
ridul-um can be followed, and 
when the teacher and the studertt 
feel that he/she is ready to move 
back into the normal school struc-^ 
ture/ the student is permitted to 
do so. Follow-up on the student 
is continued. 

3, 24-Hour Hotline , . A 24-hour 
crisis line established in the 
school provides professional serv- 
ices on a walk-in and outreach 
basis. Twenty-four volunteer pro- 
fessionals are assigned on-call 
dutx throughout given mont}i. 
The objective is to intercept* and 

* resolve a crisis in tha neighbor- 
hood where It arises before it 
becomes a problem for the larder 
community and, more specificallj/, 
(or the criminal justice system, 

4/ Teadhgr Crisis Training . ^^^^This 
training is handlfed by the Crisis^ 
Counselor. it provides tech- 
niques for keeping the peace and 
provides uniform guidelines con- 
cerning disciplinary philosophy 
and methods. 

5!" Parent Edycation . Parents identi- 
fied as having severe problems in 
their relations with their Qhildren 

\ are referred to a p|rent-training 
specialist for counseling or work- 
shop groups, 

64 PeeT Counseling . Students who 
have experienced crisis, survived 
it/ and are now In the educational 
system* are. probably in the best 
, position to have, some positive 



influence on thqst youngstirs stilV 
in a state of^ crisis. At Verba 
Bueni, peer icounseling is an im- 
portant part ^ of the program. 
Some former crisis students are 
now engagfd in cbunseling other, 
students Who find themselves In a 
'similar set ^ of circumstances,. 



Results \ f 

Verba Buena^s chief counselor, 
Mullins, notes the following results: , 
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crime., ■ violence, or^ 
Verba Buena since 
was initiated eic 



Virtually no 
vandalism at 
the program 
yjears ago.. 



• _€xceMent relations' between the 
school and the neighborhood it 
serves 

• Greater respect and loyalty frorfi 

students, . 

• ' 96% of the handeore crisis (pro-* 
' ject) stgdLents ' remained in school: 

' grade point averages Jncreased, 
attendance improved, disciplinary 
. , referrals de^r^fed, alt were 
involved with - one or more agen- 
cies outsidfr^ the school, 

. Replication Issues ^ ; 

* ' . ' " ■ .■ 

A program ^ike Verba Buena's yffi be repli- 
cated wherever a^ ichobl is. fa€id^ with con- 
flict and violence and is interested in coor- 
' dinating community an^ achool social serv- 
ices in reponse to those' problems > - ? 

The Verba Buena Plan has been adapted in 
other parts of the country accordi^ to thg 
, needs of the school, ^ district or ^county 
impfiijn#ntPng the. plan , 
ship md coordination 
who BrB^ln positions 
rapid "implementatLpn* or 
place. Interagency^ 



l,.f effective leader*- 
e}<ists among those 
of authority, then 
the plan can take 
eooperation requires 



commitment at the. top ■ levels of authorUy, , 
for if interagency teamwork is to be ^ 
achieved, represintatives from the various - 
agencies . involve^'^ust be prepared to 
, redefine -tVieir: rolprf^in relation to the ihterr. 
agency concept, ^ l^Vvlthout top management 
.approval, this is difficult. ' . 

Organizing The Program ■ ' ■ ^ • 

Orgaflizing a program like Verba Suena's-Is 
a complex procBSs' that requires careful 
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donsideratien,; praKininQ, antf garntring of 
resourcei, fnd ^ support, ■ The follQwmg are 

•some suggested *procedy res for sitting up a 
prpgram. A chteKlist developad by Ytrba 
Buena for ^'identifying' programs and solu- 
tions Is Included as Attachment A. A ques- 

: tlonnaire fGr' students^ partnts^ and teach- 
ers is included as Attachment B. 

j iyia1<e'a thorough needs a$ses_smgnt 

of yie school and its neighbor » 
^ hpod; ^ include input from city 
/official probation .officers^ and 
othe^ ^giincies. 

• Isolate the niMlPT ' P ro b I em _ar aa s 
'.for the schooh and neigh^Jhood. 

Study the relationship between 
the "school and social agencies; 
. estimate the number of social 
workers and probation officers 
working in the commuhlty evalu- 
ate communication between the 
school and community. 

• identify a small n u 1 1 e g s o f s c h go I 
staff officials who are willing to' 
w(ork in pianning and impiament- 

"ipg the program, 

• Identify parents and' parent 
> organizations who may be willing 

to' help/ including the PTA. • 

• Survey students , parents , and 
teachers fo'r their reactions to the 
program. 

• Initiate communications with agen- 
cias 4n the community^ and begin 
building the project's support 
system by asking for written com- 
mitmants from agencies. 

• Hire a special coun-selor or pro- 
fessional in the school tot coordi^ 

' . nata the progr'afn/ 

' ^ • Set up a neighborhood advisory 
board to maintain continual input 
and support from the community, 

m Begin the planning process by 
bringing all reprasenta^tives of the 
school and community together to 
* . build a strategy that will confront 
the specific problems of the com- 
munity. = ^ ■ 

Implementing ^he Progj^am 

The following are some suggested activftias 
to aid in implementing such a program: 



Sponsor a summer wgrkshop for 
'staff- members and participants* 
Rtvifew objectives and procedures, 
and establish coordination. 

Develop an agency support system 
during the summer preceding the 
.school year. Encourage, agency 
members to agree on the roles 
they will play, the procedures 
that will be followed, and the ca^- 
fendar of events for the upcoming 
year, ' - , 



Identify crisis-prane stj | p|ints and 

famines and prepare^for any Serv- 
ice that may be necessary. 



Discuss educational "prescrip- 
tibns" for students- -examlnt stu = 
4!Snt files whew necessary , ^ make 
assessments and develop strate- 
gies to ay^id problems. 

Develop and hold parent "effecf 
tiveness sessions", . 

Sponsor teacher in -service"^ ro^ 
grams to explairt "the progranr^and 
its obj.ectiyes, and the teacher's 
role. / . 



Requirecl Resources 

The, Verba Buena Plan began operation with 
a $27,000 grant and was provided with an 
additional $30,000 from a county revenue- 
sharing program. Among the costs incur- 
red by the Verba Buena prograrti were the 
$23/000 a year salary for the crisis coun- 
selor, and the, combined 524,000 sal-ary of 
two home-liaison ofrlclals. The school also 
paid for the part-time duty of two policemen 
who worked b total of 3 hours a day fQf«*tha 
ITS-^day school year, .and a SlO-a-day sti- 
pend to those volunteers who were on call 
^or the hotline. The school hired a part- 
time secretary for the first year of the 
program but did not renew the secretary's 
employment for the second year. 



Funding for the program varies depending 
on^ the amount' of funding available, the 
number of social agencies ^working in the 
program^ and, the relationship between the 
school and those agencies. The school 
attempts to^ secure the SiOclal, police, and 
other services on a 'Mend basis" to avoid 
any incurment of costs. 



